Chapter 2: Knowing How to Lead

LESSON 3: MANAGEMENT
KILLS
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PURPOSE

Good management is an
essertiadl  tool of leaders in  the
peformance of ther duties and
responghiliies. The <killful  execution
of basc management principles by
leaders is sedldom an accident. It is
normaly the result of clear purpose,
eanest effort, and inteligent direction.
In ths lesson, we will define
management, introduce you to five
basc management principles (planning,
organizing, coordinating, directing, and
contralling), and compare management
to leadership.

INTRODUCTION

Good management is the sound use of
the avaldle means (or resources) to
accomplish a task. It requires careful planning
by a leader to employ those resources to
achieve the dedred results. Since it is rare that
leaders will have everything they need or want,
they must drive to succeed with wha they
have. As you will see, the principles of
management have broad application to many
leadership Stuations.
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MANAGEMENT DEFINED

Management is the process of
planning, organizing, coordinating, directing,
and controlling resources such as people,
materid, time, and money to accomplish a
misson. However, the presence of these
resources does not guarantee Success or
misson accomplishment. How wdl the
leader uses these resources is much more
important than the fact that the esources are
avalable

MANAGEMENT RESOURCES

MONEY

MATERIAL

% % ﬁPEOPLE

Of the resources avalable to the
leader, people (or manpower) is the most
important. Because leaders must use people
to coordinate time, materid, and money, this
resource is the foundation for the use of the
other three. Leaders can control and/or
influence this vitd resource by properly
goplying techniques such as the principles
and factors of leadership.

We can divide the five management
principles into two sStages. preparation and
execution. During the preparation stage, a
leader must plan, organize, and coordinate.
During the execution stage, a leader must
direct and control. The execution dsage
cannot begin until after the leader has made
plans, developed the necessary organization
to accomplish those plans, and completed dl
required coordination.
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PLANNING

Panning is the bass for the problem:
solving and decison-making processes — what
goes on in planning affects what is done in
those two processes. Leaders spend many hours
in planning the activities of ther organization.
They must consder what the objectives are and
how they are going to accomplish them.

When planning, leaders mugt visualize,
examine, condder, redize, and reflect on the
factors involved in accomplishing the mission.
Planning is not an easy process and it requires a
lot of work. To help, there are four basic steps
to planning. They are:

P Define the objective. In this sep, leaders
begin to determine the tasks and conditions
that are necessary to complete the objective.
Timing is vey important. Leaders must
ensure that ther team members can do dl
tasks within the specified time frame.

P Sudy the Stuation.

P Lig and examine possble courses of action
the leader could take.

P Sdect the course of action that will achieve
the objective.

Additiondly, there are four factors that
leaders mugt condder when using the planning
process to make and implement plans.

Time Leaders must condder time as they
plan events, meet deadlines, and set goals.
Then, they make plans and execute tasks
according to an edtablished time schedule.
Effective leaders will schedule ther time
and the activities of ther team to meet these
events, deadlines, and goals.

Effort. Leaders must exert effort to get
things done. You cannot expect results if
you do not work a putting your plan into
action. Successful leaders are energetic.
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They work hard to accomplish gods —
you should exercise that same type of
effort.

Patience. Patience is an ingredient tha
al leaders must possess. It is hard to be
patient when chdlenges occur. To solve
a difficult dtuation, you should reex-
amine the facts, coordinate with people
who may be hdpful, and readjust the
plan (if necessary). Most important, do
not give up. Execise pdience and
maturity while the dedgnated people
carry out the plan.

Objective Attitude. An objective attitude
is the adility to see and condder the
different sdes of an issue or Stuation. It
involves beng flexible ligening to
opposng points of view, making
compromises, or making changes when
necessary. Your objective attitude deter-
mines how much time effort, and
patience you ae willing to exet to
ensure mission accomplishment.

Hndly, leaders must plan or estimate
agoproximately how many people (or man
hours) they will need to accomplish the
objective. Before sdecting these people or
defining  goecific  tasks (done  under
organizing), leaders must condder the
requirements of the objective agang the
capabilities of thelr team members.

ORGANIZING

Organizing is the process of cresting
the conditions necessary to effectivdy exe-
cute your plans. It involves systematicaly
defining the tasks and arranging the resources
with respect to the achievement of your
objective. There are five factors involved in
organizing. They are
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Determine/fine-tune each task. Identify dl
the tasks and subtasks that the team must do
to accomplish the objective. Be specific.
Develop detailed lists to record them and
st measurable dandards  for  each
task/subtask.

SHect personnel. Once you have a detailed
list of tasks and subtasks, assign people to
them. You should base your assignments on
what each task/subtask requires versus the
cgpabilities of your team members.

Develop a working structure. With a
detailed list of tasks completed and people
assigned to do them, you ae ready to
organize the lig sequentidly. Determine
which tasks your team must do fird,
second, and so on until you have included
everything necessary to carry out the plan.
The next step, setting priorities, goes hand-
inrhand with this gep. You and your
teammates cannot do everything at once.

Set priorities. Since some tasks are more
important than others or you must dat
them before others because of their degree
of difficulty, organize a to-do lig in terms
of priority for every task and subtask you
have identified. Egtablish priorities in cate-
gories such as priority A, priority B,
priority C, etc.,, for each item on the to-do
lig. Do the A priorities fird, then the Bs
the Cs, etc.

Allow aufficent time for each team
member to do the job well. Not planning
aufficient time for each task could result in
the work beng hdf-done or done
“dipshod.” Findly, you should devdop a
sysem for checking each other and
enuring that team members accomplish
ther tasks according to set standards and on
time.
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A common fault among many people is
that of spending too much time on tasks

that are unimportant. Another fault is the
tendency to procragtinate, or to put off
those things that need to be done. When
sudying for an exam or doing a project,
do you find yousdf puting it off until
the last minute? Then, you have to rush
just to get the materid dudied or the
proect finished. Know what is
mandatory and what is not when sdtting
priorities and organizing your time.

Allocate resources. In the find step of
your organizing process, you must
ensure that you have identified 4l
required resources necessary for com-
pleting the objective, set adde dl aval-
able resources, and planned for obtaining
those that are not available.

COORDINATING

Coordination is the active process of
edablishing contact, then keeping in
congant touch with everyone involved to
ensure the successful accomplishment of the
objective. Coordination is an essentid part
of the planning process. Plans that are not
properly coordinated cannot be properly
executed, directed, or controlled.

A good rule of thumb to follow is to
coordinate with everyone you think might be
involved somehow or a some point in
completing the objective. Through coordi-
nation, leaders secure the cooperaion of
people not under their direct control. A key
to effective coordination is the use of friendly
persuasion and mutual cooperation.

55



Chapter 2: Knowing How to Lead

DIRECTING

Directing is the active process by which
a leader issues indructions to achieve a
predetermined objective. The leader uses two
common methods of directing — written or
spoken. Be sure to include dl the necessary
details and information in your directions. In an
office dtuation, many supervisors may decide
to direct through the written word by passng
out memos. After you have told everyone by
written or spoken directions what is expected of
them, you must supervise to ensure tha they go
by the rues you have lad down. There are four
basic types of directing that leaders use.

Demand. A draghtfooward  sStatement
telling what must be done, who must do it,
and when it must be done. For example,
you tel office employees that smoking is
not permitted in the building.

Request. A milder, more tactful gpproach to
reeching the objective The results usudly
would be the same if you requested, instead
of demanded, specific behavior. In the
above example, you would ask your employ-
ees to please smoke only in desgnated
arees.
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Suggestion.  This type of directing is
used only when a suggestion is strong
enough to get the job done. It relies on
the manners and good taste of those to
whom you meke the suggestion. Here
the leader suggests what should be done
but does not say, when, by whom, or
how it should be done. You may suggest
to employees that smoking is hamful to
their hedth and that they should consider

stopping.

Volunteer. Leaders rady use this
method except when they want to get
someone to do something that they
cannot require them to do. Since to
volunteer means for someone to offer
assstance, here you would ask your
employees who spend a lot of time
during the day taking “smoke bregks’ to
use asmoking dternative.

CONTROLLING

Contralling is when leaders compare
the tasks that their team members are
actudly doing to the tasks that they had
directed and planned the team to do a any
point in the project. Remember, you have
direct control over the managerial actions
of your teammeates.

Then, kesed on your team’s progress,
your options may include proceeding with
the way the plan is progressng, modifying
the plan and continuing on with it, or
sopping the action and darting over agan.
As the leader, it is your responghility to
ensure that the objective is met — to within
the required standards and according to the
established deadlines. Contralling is contin-
uous until you complete the task.

Unit 2: Leadership Theory and Application
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MANAGEMENT VS. LEADERSHIP

Leadership deds with the persond
relationship of one person to another. It is the
way a leader influences subordinates to
accomplish the misson. Management, then, is a
st of activities or behaviors peformed by
those in senior pogtions to obtain, direct, or
dlocate resources to accomplish gods and
tasks. A good leader will think and plan in a
raiond manner in order to efficiently utilize
the tdent and kills of the individuas that make
up the team.

How do leadership and management
relae? You mud redize tha dthough they are
Separate processes, you will amost never use
them separatdy. At lower leveds you lead
through face-to-face dedings with your people.
You ae dill a manager, but higher leves of
authority in the chain of command control most
of the physicd resources.

For example, squad leaders devote most
of ther efforts toward managing materids and
time. As leaders move up the chan of
command, the sze of ther unit increases but
their direct influence on the actions of the unit
lessens. For example, it is difficult for battaion
commanders to persondly influence dl of the
men and women in ther units. However, by
working through daff and subordinate leaders,
they can influence ther units to accomplish the
misson. They use leadership in deding with
and influencing subordinate leaders. In  this
way, baittaion commanders will get things done
through the actions of subordinate leaders.

As leaders get promotions, they control
more resources. Instead of just leading a group,
they may now be responsble for the overdl
operation of the organization. For example, if
you were the assgant manager a a fagt food
restaurant, you would be behind the counter
with your kitchen crew making sure they were
performing ther jobs correctly and in a

Unit 2: Leadership Theory and Application

Lesson 3: Management Skills

responsble manner. If you were promoted
to manager, you would not have as much
face-to-face contact with the kitchen crew.
Instead, you would be more concerned with
putting together work schedules, hiring, and
ordering food supplies and equipment. You
would then check with your assstant
manager to make sure that the employees
were doing their jobs.

TIME MANAGEMENT

In the redity of life, time will be one
of your most vduable resources. As a
leader, you mugt learn to use time wisdy
and to your best advantage.

We can dl benefit from timesaving
techniques that will make us a more efficient
maneger of time The folowing lig
addresses  various  timesaving  techniques.
Keep these techniques in mind and try to
incorporate as many of them as you can in
your everyday life By following these tips,
you will become a more effective time
manager and a better |eader.

Frg and foremost, god setting is the
key to success. We covered the key
points and the importance of god setting
ealier. Try posing notes around your
areathat will remind you of your gods.

Learn to set priorities. Once you set your
gods, determine your priorities. Learn to
do firg thingsfird.

Identify  your  atention
schedule/do work accordingly.

gan  and

Thoroughly plan your work. In planning,
learn to ddegate authority. This will
help so that you do not waste time and
effort.

Make use of your sparetime.
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Learn to say no to yoursdf and others.

Examine old habits that may prevent
efficiency.

Do not gtrive for absolute perfection.

Learn to outline,

Use a desktop or pocket diary.

Use afile sygem.

Sat time limits on mestings.

Also, as a leader, you need to be aware
of “time waders” Cregte an effective time
management  environment within your team —
both you and your team members should learn

to avoid these pitfals. The most common time
wasters include:

TIME WASTERS

Lack of organization

Lack of priorities

Lack of delegation

Unclear objectives

No plan available and no,
or little, time spent planning
No coordination

No teamwork
Procrastination

Lack of self-discipline
Lack of feedback
Interruptions

TUUTUUTUUTU
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These management tips will help you to
become a leader who is more efficient in

managing your time aswell as your team.
CONCLUSION

Becoming a leader means learning to
manage your resources — people, money,
materid, and time — to ther fullet extent.
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You must dso continue to search for more
effective ways of improving your manage-
ment techniques Whether you use the
principles of management in your everyday
life or as a member of the JROTC program,
you must use them to your best advartage.

People with authority have the
responghbility of leading and managing. In
order to succeed, they must exercise
leadership when deding with subordinates
while a the same time properly managing
the resources of their organization.
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